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sation.  The  phenomenon was  approached  from  the  individual worker’s  perspective with 












intranet  survey  (sent  to 220 employees,  113  responds)  and documents  in  case organisa‐







The  results  of  this  study  indicate  that  employees  choose  communication media based on 
multiple  different  factors;  it  is  rare,  that  the  choice would  be  solely  based on  theoretical 






ciency  in  organisation.  However  the  individual  employee  has  a  very  restricted  chance  to 
improve on  inefficient communication alone, due to fact that the problem is primarily the 
one of the whole organisation. Thus organisation has a central role  in  influencing on com‐











Motivaatio  tutkimukseen  syntyi  oletuksesta,  että  kaikkia  tieto‐  ja  viestintäteknologia‐
investointien  potentiaalisia  hyötyjä  ei  ole  vielä  saavutettu.  On  tärkeää  ymmärtää,  miten 









Tutkimus  toteutettiin  tapaustutkimuksena  käyttäen  abduktiivista  lähestymistapaa,  jolloin 
ilmiötä oli mahdollista tutkia erottamatta sitä kontekstistaan. Tutkimus pohjautuu aiempiin 














tisen  tehokkuuden  tai  tehtävään  soveltuvuuden  perusteella.  Haasteet,  kuten  tietotulva  ja 
jatkuvat keskeytykset, ovat jokapäiväisiä tietotyössä. Tutkimuksen tavoite oli selvittää teho‐
kasta viestintää estävät tekijät. Löydetyt tekijät jaettiin kolmeen eri luokkaan; yksilön asen‐
teet,  motiivit  ja  tausta;  organisaation  koordinointiin  sekä  hallintoon  liittyvät  tekijät;  sekä 
viimeisenä tilannetekijät. Jotta viestinnän tehokkuutta voitaisiin parantaa, tulisi ensisijaisesti 
keskittyä monitahoisiin  yksilöön  ja  organisaatioon  liittyviin  tekijöihin.  Tulosten  perusteella 
yksittäisellä  työntekijällä  on  hyvin  pienet  mahdollisuudet  vaikuttaa  viestinnän  tehokkuu‐
teen; ongelmat näyttävät esiintyvän organisaatiotasolla  ja siellä ne tulisi myös korjata. Or‐
ganisaatiolla on keskeinen vastuu yhteisten  toimintatapojen kehittämisessä  ja henkilöstön 
kouluttamisessa  viestintävälineiden  käyttöön  liittyen,  jotta  viestintää  voitaisiin  tehostaa. 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1.1. Background for the Research 
 
During the recent years, knowledge‐work organizations have faced a challenging paradox; 
even  though  technological  development  is  rapid,  and  natural  resources  are  used  exten‐
sively,  productivity  has  not  always  improved  in  an  expected manner.  Regardless  of  this 
declining trend, productivity growth in Finland is still high by international standards (Poh‐
jola 2008). The explanation to the differences between the observed productivity trends is 


















for productivity  in knowledge work  (Otala & Pöysti 2008, 14). Bottazzo  (2005) also notes 







Recent  innovations  in organizational  forms,  such as delayered management, empowered 
workers,  telework,  and  ad  hoc work  groups,  definitely  have  created  the  need  to  secure 
efficient  information exchange and communication between dispersed workers and work 
groups (Straub & Karahanna, 1998, Otala & Pöysti 2008, 16). Also, there is need for more 




Usage  of  multiple,  new  communication media  in  complex  work  environments  can  have 














tional  forms will  continue  to  be  a  factor  in  organizational  success  (Straub &  Karahanna, 
1998). Given the advantages, organisations  increasingly rely on communication technolo‐











According  to  Straub  and Karahanna  (1998),  investigation of  these  important  issues must 
begin  with  insights  into  why  knowledge  workers  choose  particular  media  for  particular 
tasks  in  the  first place. Even  though the number of  technologies available  for employees 
constantly increases (Watson‐Manheim & Belanger, 2007), increased used of different me‐
dia  is not only a positive thing; already  in the year 2003 a  large survey conducted by the 
Australian Psychological Society (APS 2003) found that 80 per cent of workers spent more 




novations provide opportunities  for  frequent  interruptions, which may be detrimental  to 
work  productivity  (Taylor  et  al.  2008).  Continuous  interruptions  are  especially  common 
amongst knowledge‐ and service workers (Työ & Terveys 2006). 
 
But  it  is  not  the  email  alone what  increases  the  amount  of  difficulties. Nowadays  people 
receive more and more  information  from different  sources and channels,  and  it  feels  like 
the  reasonable  amount  for  processing  has  been  passed  a  long  time  ago.  As  Rogers  and 
Agarwala‐Rogers (1975, in Jones, Ravid and Rafaeli 2004), describe information overload is 
defined as a stage of an individual or system, in which not all communication inputs can be 
processed and utilized. This  leads  to  inevitable breakdown. People physically  can’t handle 







portant  for  company’s  success.  Electronic  communication media  is  adopted  to  enhance 
communication, but it is not always problem free. In worst case, it might make employees 
life even harder and more stressful.  Finally, it is critical to understand how efficient organi‐














Variety  of  scholars  can  provide  valuable  viewpoints  in  understanding  the  ICT  usage  and 
media  choices  in  organisations.  Social  presence  theory  and media  richness  theory  have 
been  the most  dominant  theories  used  to  explain  the  rational media  choices  (Robert & 
Dennis, 2005). Much research has been done regarding perceived media capabilities and 
communication performance  as well  as  the  social  influence  and  situational  factors  (Kock 
2004), but these approaches have not been efficiently combined (Webster & Trevino 1995; 
Kock  2004). Media  richness,  which  long  was  the  dominant  theory,  has  been  challenged 
because of conflicting results (Carlson & Zmud, 1999; Lee, 1994; Te’eni, 2001). As Dennis, 







In  the  polarized  media  research  field,  multiple  researchers  have  suggested  that  rational 
technology  theories  and  social  theories  should  complement  each  other  (Webster  and 

















the  company and  internal  communication  (Bottazzo, 2005),  thus  it  is  important  to under‐
stand how individual employees experience organisational communication. The research to 
date has not paid sufficient attention to increasing the understanding on the cognitive pro‐




There  is  a  need  for  combining  the  recent  theories  efficiently,  in  the  right  context.  Thus, 
when  rational media  choice  theory  like Media  Synchronicity  (Dennis  et  al.  2008)  is  com‐










sational  communication  or  the  interrelations  between  the  choice  factors  and  challenges. 
Thus, the main research question is to be answered with the aid of the theories related to 









in  professional  organisations  perceive  the  challenges  related  to  communication?  It  is  im‐
portant  to discover whether  the challenges exist  in organisation  to be able  to understand 
the factors hindering efficient communication. These issues are explored in knowledge‐work 
context through a single case company TeliaSonera, a major player  in the Nordic telecom‐
munication  field.  Interest  in  the  issue  is  the one of  the management of Business  Services 











insights  to  phenomenon  from  the  perspectives  of  task  technology  fit,  organisation  pro‐
cesses, and usability as well as adoption of new technology. 
 
                                                 
1 Uuskasvua ymmärtämässä – kutsu kestävään tuottavuuteen. Grönroos/ Sonera, 2010 
2 Simo Hakkarainen, Aalto University School of Technology, 2011 
   Kimmo Pekkanen, Aalto University School of Economics, 2011 
 14 




discussed more  in  detail.  In  the  end  of  the  second  chapter,  conceptual  framework  is  pre‐
sented. 
 


























this”. Thus,  information overload means  the point where  individual’s ability  to process  in‐












Cognitive  Model  of  Media  Choice:  Theory  based  on  elaboration  likelihood,  assumes  that 




as  the  collection  of  communication  channels  and  identifiable  routines  of  use  for  specific 
communication purposes within a community. This in other words refers to the media avail‐
















2.1. Communication Media Choices and Usage 
 
In this study, communication media is defined as a channel, tool or device, which is used to 
conduct  a  communicative act,  including  technological  solutions and personal meetings.  In 
the first part of this chapter, previous research in the field of communication media usage is 
presented and critically evaluated. Theories explaining how and when communication me‐





the  essence  of  the  theory  is  communication  performance.  Communication Media  Reper‐
toires (Watson‐Manheim & Belanger 2007) is the second theory to be applied in addition to 
MST  to  better  understand  the  complexity  of  the media  choices; many  other  factors  than 
expected communication performance  influence on  individual’s media  choice.  This  theory 
deals with structuring condition like situation, and organisational norms in relation to media 
choices. To understand why both of these theories are used and partly combined, it  is  im‐




The  field of  communication media  research  is  highly polarized. Multiple  researchers have 
paid attention  to  these media  trait‐ and social  influence  theories publishing excellent and 































ing  the  features of media are more dynamic  than assumed  in  trait  theories. For example, 










































Theoretical  polarization  regarding media  choices  has  led  to  some  problems  (Kock,  2004). 
Kock (2004) criticizes general labels given for media theories to be misleading; one of these 
labels  is  that of  “rational  choice”  theories  (Markus 1994, Webster  and Trevino 1995). Ac‐
cording  to  Kock  (2004),  this  misleading  label  is  arguably  generic  enough  to  include  any 
theory  that  emphasizes  the  role  of  rational  responses  to  technology  in  determining  com‐




led as “rational choice  theories” even  though  these  theories  seem to explain communica‐
tion media perceptions and choice in limited, specific circumstances (Daft et al. 1987, Straub 
and Karahanna 1998). Timmerman (2002) notes that media selection research often fails to 
conceptualize media  use  as  an  activity  that  occurs within  larger,  ongoing  communication 
process.  However,  it  might  be  possible  to  overcome  this  problem.  Thus,  rational  choice 
theories  seem  to  have  some  explanation  power.  That  is  why  there  is  justification  for  at‐




The  second  reason what  rejecting  rational  theories  is problematic,  is  that  the 1990s have 
seen the development of theories stressing the influence of technology features on media 
choice behaviour that have little to do with the social presence and media richness theories 
(Kock,  2004).  Example  of  these  theories  is  the  task‐technology  fit  theory  (Goodhue  and 
Thompson 1995). Thus said, none of the theories should be rejected, instead, more unified 






and  situational  factors  (Kock  2004),  but  these  approaches  have  not  been  efficiently  com‐
bined (Webster & Trevino 1995; Kock 2004). Multiple researchers have suggested that ra‐

























role  and  influence  of  technologies  in  organizations  (DeSanctis  and  Poole  1994).  Business 
professionals and researchers are often disappointed with the fact that advances in comput‐





Olrikowski and Yates  (1992)  investigate communicative practices through the analytic  lens 
of the "communicative genres" enacted within a community. They have previously defined 
genres of organizational communication as socially recognized types of communicative ac‐
tions—such  as  memos,  meetings,  expense  forms,  training  seminars—that  are  habitually 
enacted  by members  of  a  community  to  realize  particular  social  purposes  (Yates  and Or‐
likowski,  1992).  Communication Media  Repertoires  (Watson‐Manheim  &  Belanger,  2007) 
builds on Orlikowskis work, and defines the perceived media options available for employ‐
ees in this study. Given the fact that media selection may occur under conditions of objec‐




















Also,  according  to  Timmerman  (2002),  when  collapsing  across  the  mindlessness/mindful 
conditions e.g. choice is not actively processed in individuals mind, Media Richness, a com‐
mainly  used  theory  in  the  field  of  communication  behaviour  research,  explanations  accu‐
rately predicted only 37% of the participants’ media use. Hrastinski (2008) mentions Cogni‐
tive model of media choice to be one of the theories explaining conflicting results. Cognitive 
model  of  media  choice  can  provide  insights  in  understanding  the  consequences  of  com‐
munication media choices, for example the different levels of processing ability and decision 






ciency  of  media  choice  in  different  situations.  These  capabilities  are  considered  to  be 
matched  to  communication  process  type;  conveyance  or  convergence,  which  leads  into 
task‐media  fit  and  efficient  communication  performance.    In  this  study,  communication 








Media  Synchronicity  Theory  (MST)  is  used  in  this  case  study  provide  insights  to  efficient 
usage of communication media assuming that media is chosen rationally based on capabili‐



















MST (Dennis et al 2008) builds on media trait  theories,  though providing changes and  im‐
provements  for  increased  reliability  and  explanation  power.  As  described  in  the  previous 
chapter,  MST  successfully  combines  the  relevant  parts  of  theories  like  Media  richness 



















dia  supporting  higher  synchronicity  should  result  in  better  communication  performance 
(Dennis et al. 2008). On of the theories used when MST was formed is Cognitive model of 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information,  the ability of  the medium  to provide  synchronicity  is  extremely  important  in 
















As  is  to be described  in  the next  chapter, Dennis  et  al.  (2008)  identify  five  capabilities  of 
media  (symbol sets, parallelism,  transmission velocity,  rehearsability, and reprocessability) 
that  influence  the  development  of  synchronicity  and  thus  the  successful  performance  of 
conveyance and convergence communication processes.  
 
The successful completion of most  tasks  involving more than one  individual  requires both 
conveyance and convergence processes, thus communication performance will be improved 
when  individuals  use  a  variety  of media  to  perform  a  task,  rather  than  just  one medium 
(Dennis et al. 2008; Robert & Dennis 2005; Dennis & Valacich 1999).  When the familiarity of 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nicity of  the media. Dennis et al.  (2009) have defined a  specified  list of qualifications and 
features of different communication medium in terms of transmission and processing capa‐
bilities, which are going to be examined next. These features are somewhat based on me‐





deriving  a  medium’s  ability  to  support  information  transmission:  transmission  velocity 









































































































(Robert  and Dennis  2005). Of  course,  theory  does  not  include  new media  like  social  net‐
























































































































































































































makers  should  manage  the  information  flow  via  media  selection  to  prevent  information 
overload.  Dennis  and Valacich  (1999)  agree; media  switching  could  provide  the  best  per‐




In addition  to media –communication process  fit,  it  is  important  to consider other  factors 
influencing on communication performance.  It  is not solely  the media or  their capabilities 
that directly influence communication performance, but also the way in which they are ap‐
propriated  and used  (Dennis, Wixom & Vandeberg  2001; DeSanctis & Poole  1994).  Three 














affected  not  only  by  task‐technology  fit,  but  also  by  the  fit  of  the  technology  with  the 



























Watson‐Manheim  and  Belanger  (2007)  present  Communication Media  Repertoires  as  the 
lens through which media usage by individuals in complex communication‐based work set‐









Communication Media  Repertoires  complements Media  Synchronicity  Theory  by  defining 
the perceived media options available  for employees. Given  the  fact  that media  selection 
may be subject to less objective social influences (Saunders & Jones 1990), communication 
media repertoires (Watson‐Manheim & Belanger 2007) brings along theoretical perspective 
of  organisational  norms  and practices  in  this  study. Watson Manheim & Belanger  (2007), 
posit  that  organizational  members  select  a  communication medium  or  a  combination  of 

























repertoire  structures members'  communicative  actions,  even as members  continue  to  re‐
inforce and change the genres that constitute it (Orlikowski & Yates 1994).  Orlikowski and 






members'  communicative experiences and genre knowledge gained  in other  communities 
(Orlikowsi & Yates 1994). Ongoing  interaction by members of  the community will  tend  to 













ganizational  members  select  a  communication  medium  or  a  combination  of  media  from 
their communication media repertoire for use in interactions with colleagues. They consider 
the  repertoire  to  include  the  collection  of  communication  media  used  by  organizational 
members, as according to Orlikowski and Yates (1994), the concept of a repertoire also in‐
cludes  the  existence  of  socially  established  rules  regulating  the  use  of  different  genres 





















communication medium  (Watson‐Manheim &  Belanger,  2007).  At  the  time  of  action  the 
communication media  repertoire,  as well  as  the  individual  understanding of  the  situation 
and structuring conditions,  influence media usage decisions (Watson‐Manheim & Belanger 
2007). The existing repertoire of practices provides a frame through which usage decisions 
are  made  (Watson‐Manheim  &  Belanger;  Orlikowski  and  Yates  1994).  However,  changes 
may be made based on the understanding of the specific situation and events at the time of 

















vious studies  (Markus 1994). Behavioural norms shape  the understanding of  the medium, 
and the advantage that is gained from its use (Te’eni 2001). Further, communication media 
users  develop  an  understanding  of  a  communication medium  that  has  influence  on  their 
perception of capabilities of the medium and consequent usage behaviour (Markus 1994).  
 




social  contexts  such  as  meetings  can  affect  employees’  perceptions  of  appropriate  work 













for  the  use  of  communication media  repertoires  both  directly  and  indirectly,  “employees 
also report varying the use of media depending on their understanding of factors specific to 
a  given  communication  undertaking”.  Watson‐Manheim  and  Belanger  (2007)  label  these 
situational factors, which according to them is similar to Markus (1994). According to Mar‐
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Watson‐Manheim  and  Belanger  (2007)  define  the  following  as  situational  factors:  task 
characteristics, message characteristics and urgency.  For example, evidence  is  found  that 





It has  to be noted,  that Watson‐Manheim and Belanger’s  (2007)  list doesn’t  cover all  the 
situational  factors. As Straub and Karahanna (1998) claim, that recipient availability, when 
compared simultaneously with other media choice determinants, proved to be a key media 











(Miranda  and  Saunders  2003),  and  the  level  of  job  pressure  and  task  routineness  (Fulk 














In  this  chapter,  employee welfare,  downsides  of  electronic media  in  relation  to  interrup‐
tions, task performance, information overload and stress are discussed. In the second part 
of the chapter, Cognitive model of media choice (Robert & Dennis, 2005) is  introduced for 
describing the  link between the challenges and  inefficient media choices.   Media Synchro‐
nicity theory (Dennis et al. 2008) presented earlier provides the general understanding for 
the efficient use of media, but Cognitive Model of Media Choice  (Robert & Dennis, 2005) 











ceiving  greater  personal  control  over work  experience  less  anxiety  (Perrewe  and Ganster 















However,  it  is  noticed  that  interruptions may  be  disruptive  to  people  engaged  on  a  task 
(Taylor et al. 2008). Modern broadband technology allows personal computers to check for 
new email every minute, and the application can be set to provide an alert upon receipt of a 
new message;  these  innovations  provide  opportunities  for  frequent  interruptions,  which 
may be detrimental to work productivity (Taylor et al, 2008).   
 
Interruptions  seem  to  be  an  extensive  challenge.  According  to  Finnish  research  (Työ  & 
Terveys 2006), half of the employees were forced to often or constantly interrupt their cur‐
rent work  tasks  to give way  to more urgent  tasks. According  to  the  same  research, when 














manage  their  email  data  (Whittaker,  2005).  Email  usage  is  problematic  in many organisa‐

















Thus,  it  seems  that  in  addition  to  constantly  occurring  interruptions,  there  is  overload  of 
messages  in  organisation,  which  is  especially  caused  by  email  usage.  As  Kirmeyer  (1988) 
posits, interesting explanation for a direct link between coping and load is suggested by re‐
search  demonstrating  that  often‐repeated  and well‐learned  actions may  be  engaged  in  a 
relatively  automatic  or  mindless  fashion  (Langer,  Blank,  &  Chanowitz,  1978  in  Kirmeyer, 
1988).  Langer  (1978)  suggests  that when  people  process  incoming  information,  they  sys‐
tematically  ignore  information.  Prior  scripts  are  used  in  processing;  scripts  were  written 













The  problems  described  in  the  previous  chapter  seem  to  indicate,  that  besides  providing 
advantages, media and  technology bring along multiple  challenges  to organisational  com‐
munication. To better understand, why these problems like difficulties dealing with emails 
origin,  and why  is  it  important  to  choose  appropriate media  for  task,  Cognitive Model  of 
Media Choice –theory (Robert & Dennis, 2005) is introduced.  
 
Theory  is used  in this study for  linking the media choices to organisations and  individual’s 
communication  efficiency  and  performance,  highlighting  the  decision  quality  and  produc‐
tivity.  The assumptions of  the Cognitive Model of Media Choice,  like paradox of  richness, 

























model posits  that  in order  to  change  someone’s understanding and attitude,  the  receiver 
has to be motivated to think about the message and has to have the ability to process the 
message (Robert & Dennis, 2005.) ELM, introduced by Petty and Cacioppo (1986) provides a 
framework  for organizing,  categorizing,  and understanding basic processes underlying  the 
effectiveness or persuasiveness of communication  (Robert & Dennis 2005). There are  two 
separate  routes  to persuasion which might occur;  central  and peripheral  route  (Robert & 
Dennis 2005).  Petty  and Cacioppo  (1986)  claim  that motivation and  the ability  to process 
the information determine which route individuals will employ.  
 
Figure 3 Inverse relationship between processing ability and motivation (Robert & Dennis, 2005) 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But why is processing ability and motivation so important? The answer is the resulting level 








plex  messages  require  a  high  ability  to  process  because  humans  have  limited  extended 
working memory  (Robert  and Dennis  2005).  Thus,  using wrong media  for wrong  purpose 
may delay the decision‐making or  information processing, or  lower the decision quality of 
employees.  These  suggestions may  provide  explanation  to  the  challenges  experienced  in 
knowledge‐work.  
 
Unless  individuals  fully  consider  the messages  they  are  presented with,  they  cannot  con‐
stantly make good decisions based on the information (Robert & Dennis, 2005). High elabo‐
ration  leads  to better decision making between  individuals performing decision, problem, 











chronous  operation  occurs  (Hrastinski  2008).  However,  a  medium  might  better  support 
synchronicity because of its characteristics (Hrastinski 2008). 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2.3. Conceptual Framework 
 
To discover the factors hindering efficient communication in knowledge‐work organisation, 
two  sub  questions were  presented.  The  frameworks  are  essentially  created  for  these  sub 

















Next,  second  framework,  Challenges  experienced  in  knowledge‐work  organisation,  is  pre‐
sented  (figure  5).  Framework  is  composed  based  on  drawing  together  the  findings  of  the 
problems and challenges experienced in knowledge‐work. It is important to understand the 
link between the media choice and challenges experienced.  In  the end of  this chapter,  to‐













Media  Synchronicity  Theory  (Dennis  et  al.  2008)  is  considered  being  the  “rational media 
choice” theory, given the expected communication performance due to efficient fit between 












dia  choice,  it  is  possible  to  find  factors  hindering  efficient  communication  amongst  these 
structuring conditions. Even though media synchronicity and efficiency would be considered 
rationally,  these  structuring  factors may  influence  on  choice  and  thus  alter  resulting  effi‐








ability and  locations) and perceived media  repertoire  the employee has possibility  to use. 
Watson‐Manheim & Belanger (2007), posit that organizational members select a communi‐
cation medium or a combination of media from their communication media repertoire for 
use  in  interactions with  colleagues.  The  existing  repertoire  of  practices  provides  a  frame 
through  which  usage  decisions  are  made  (Watson‐Mangeim  &  Belanger;  Orlikowski  and 
Yates  1994). However,  changes may be made based on  the understanding of  the  specific 
situation and events at the time of the usage decision (Watson‐Manheim & Belanger 2007). 




arity with media, partner, and  task at hand.  It  is not  solely  the media or  their capabilities 
that  directly  influence  communication  performance,  but  also  the  way  in  which  they  are 
appropriated and used (Dennis et al. 2001; DeSanctis & Poole 1994). Appropriation factors 
in Media Synchronicity theory  (Dennis et al. 2008)  include social norms  in addition, but  in 




which  is  not  necessarily  articulated  clearly,  but  experienced  by  employees.  Appropriation 




proval and silent,  social encouragement  for usage, which  forms  through understanding of 




manner. This  is described  in Cognitive Model of Media Choice  (Robert and Dennis, 2005). 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However, there is also perceived influence to the other direction; if elaboration likelihood is 
low,  e.g.  information  is  not  being  processed  or  there  is  no motivation/attention  to  com‐
munication, information might be missed and media choice conducted in a mindless state.  
According  to Timmerman  (2002), when  collapsing across  the mindlessness/mindful  condi‐
tions, Media  Richness,  a  commonly  used  theory  in  the  field  of  communication  behaviour 
research, explanations accurately predicted only 37% of the participants’ media use. This is 
especially  a  problem  in  complex  communication  situations  as  well  as  when  information 
overload is present and employees don’t have time to concentrate properly. This might fur‐





















Framework 2  (figure 5) presents  the  theoretical problems employees might experience or 







When  considering  the  disadvantages  and  excessive  amount  of  emails  knowledge workers 
have to deal with, it looks like Task Closure theory (Straub & Karahanna, 1998) might not be 
as positive  as  it was before.  Even  though  the productivity of  individual would  increase,  it 
seems  that  the  overall  productivity  of  the  organisation may  actually  decrease  because  of 
lower decision quality.  In addition, the inability to bring closure to task sequences results in 
fragmentation of work and higher  levels of  stress  (Kirmeyer, 1988).   Asynchronous media 
provides  an  option  to  close  tasks  while  not  interrupting  recipient  (Straub  &  Karahanna, 
1998). However, always on broadband and other innovations might increase interruptions, 
which may be detrimental  to work  productivity  (Taylor  et  al,  2008).  Increased  email  load 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are often repeated and well  learned. When processing  incoming  information, only a mini‐




information  is  not  processed  in  a  full meaning,  which  has  a  negative  impact  on  decision 
quality.  Also  Timmerman’s  research  (2002)  supports  the  theory;  according  to  him, media 

























Figure 5 Framework 2 - Challenges experienced in knowledge-work  
 
Cognitive Model  of Media Choice helps  in  understanding  the phenomena  and  to  indicate 
the efficient usage of media. Figure 6 illustrates the relation of media choices and challen‐
ges  experienced  and  their  effects  in  knowledge  intensive  work.  This  is  a  combination  of 

















terms  of  elaboration  likelihood/cognitive  processing.  Figure  helps  visually  to  understand 
how the different media are  located  to  the paradoxical motivation‐processing ability  field.  
Based on the model of Robert and Dennis (2005), elaboration likelihood is low when media 
is  used  inefficiently,  and  lot  of  information  is  missed.  Different  challenges  experienced, 
which are  related  to organisational communication, may result due  to wrong media selec‐









ces  of  individuals  and  thus  influence  on  the  communication  efficiency  and  outcomes.  By 
influencing on structuring condition and clarifying the rational media choice, management 
may be able to improve the organisational efficiency and lower the barriers hindering effi‐
cient  communication.  Also,  it  has  bee  presented  that media  switching  or  usage  of mixed 
media might provide the best performance (Dennis & Valacich 1999; Robert & Dennis 2005; 
Saunders &  Jones  1990)  Processing  capabilities  and  transmission  capabilities, which  form 
Media capabilities in MST (Dennis et al. 2008) can be considered as more detailed descrip‐
tion  for  Cognitive  models  motivation  and  ability  to  process  dimensions.  Both  Cognitive 
Model of Media Choice and MST define email as asynchronous media.  
 
To  summarize,  according  to  Media  Synchronicity  and  Cognitive  Model  of  Media  Choice, 
there  is  an  efficient media with  different  degree  of  synchronicity  for  particular  task.  It  is 
possible, that the challenges related to communication are experienced, because individuals 
don’t  choose  the media  accordingly  to  purpose,  or  understand  the  theoretical  efficiency. 






collection  and  analysis  techniques  are  explained.  The  reliability  and  validity  issues  of  the 
study are discussed along with these chapters. 
 
3.1. The research strategy, approach and delimitations 
 
Yin  (2003,  5)  has  named  three  areas  contributing  to  the  choice  of  the  research  strategy; 
type of  the  research question posed,  the extent of  the control  researcher has over actual 
behavioural  events  and  the  degree  of  focus  on  contemporary  as  opposed  to  historical 
events.  It has been acknowledged, that the explanatory type of research questions like how 
and what are  likely  to  favour  the use of case studies,  field experiments and histories. The 
case study is also preferred in examining contemporary events, but when the relevant fac‐
tors cannot be manipulated. Case study relies on many of the same techniques as history, 





















In  general,  for  case  studies,  theory  development  as  part  of  the  design  phase  is  essential, 
whether the case’s purpose is to develop or test the theory (Yin 2003, 31‐32). The appropri‐
ately developed theory is the degree in which the results can be generalized; in case studies, 
instead  of  statistical  generalization,  analytical  generalization  is  applied  (Yin  2003,  31‐32). 
Thus  the problem of generalisation can be overcome  in  this  study. However,  there  is also 
another kind of approach to theory development used in the abductive research approach, 
which  is  the  chosen  approach  for  this  particular  study. Dubois  and Gadde  (2002)  present 










observation and vice  versa;  the evolving  framework directs  the  search  for empirical data. 
Empirical observations may result in identification of unanticipated but related issues. This 






















tion  likelihood  results.  This helps  in understanding  the possible  link between communica‐
tion  behaviour  and  challenges  occurring.  However,  within  this  scope  it  is  impossible  to 




efficient  communication  resulting  in  challenges  are  presented,  and  as  result  it  is  possible 
that  by  influencing on  the  factors  identified management  can  influence on organisational 
efficiency. 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3.2. Data Collection 
 
The case organisation of this study, TeliaSonera’s Business Services Finland unit, represents 
well  the  contemporary  knowledge‐work  environment.  The  case  has  possibility  to  provide 
interesting  insights  to  occurring  challenges,  because  in  theory  the  unit  should  have  all 
possibilities to efficient communication, after all we are talking about company operating at 
telecommunications field, but still the organisational communication is experienced as chal‐
lenging.  The  sampling  frame was  thus  the Business  Services  Finland unit.  To  increase  the 
reliability of the case study, case study database was established (Yin, 2003, 102).  
 
As  stated by Yin  (2003, 15),  case  studies  can be a mix of quantitative and qualitative evi‐
dence. Though, Yin  (2003, 83) presents six  important sources of evidence: documents, ar‐




















• Supporting  data:  Expert  employee  and  trainer  interviewed  regarding media  usage  in 
organisation. (Brief interviews for background information.) 
• Supporting  data:  Communication  Behaviour  Survey  conducted  in  TeliaSonera  Finland 
(business unit in focus) on July 2010. (Survey sent to 221 employees, 113 responses; re‐
sponse rate 51 %.) 
• Supporting  data:  Communication  survey  conducted  in  small‐  and  medium  size  com‐
panies in Finland on August 2010 by TeliaSonera and researchers of this study, sent to 





• Employee  Satisfaction  Survey  conducted  in  TeliaSonera  Finland,  Sweden  and Norway 








of  unit  within  TeliaSonera  organisation.  An  internet‐based  survey was  conducted  to  gain 












tensive  insight  to  the  area  of  study.  Especially  important was  to  include  employees with 
different job descriptions to understand the influence of work tasks on the communication 
media usage and challenges. Unfortunately due to budget and time restrictions  it was not 





current situation of the organisation and supports the  interviews.  It also served as help  in 
drafting  the  relevant  interview question  thanks  to  the open questions  included  to  survey. 
Expert and trainer interviews were used as supporting data, and in creating a clear picture 
of a current state of organisational communication and media usage, together with secon‐







sational  unit.  The  interview  conducted  was  broad  and  general  toned,  which  helped  to 
understand  the  different  aspects  of  phenomenon  experienced  by  individual  employee. 
These insights helped to guide the theoretical literature review into interesting tracks. Pilot 
case also convinced the researcher that one or two persons present in the interview in the 
actual  study are  the maximum; otherwise  situation  could be uncomfortable  for  the  inter‐
viewee. 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when  addressing  internal  validity  (Yin,  2003,  137).  The  beginning  of  the  chapter  provides 










Also  the  frequency  distribution  was  formed  and  medians  and  means  counted.  The  fre‐
quency distributions and means were conducted also for different groups were cases were 
selected on  the  basis  of  specific  variable  like  IT  skills  or  position  in  organisation.  Though, 




Open  questions  included  into  survey were  coded  based  on  themes,  first  the  answers  re‐
peated often were recognised, after which they were compared and divided into different, 
broader themes, and categorized into profiles. For increasing reliability and objectivity, two 































factors  emerging  in  majority  of  interviews  were  found,  the  factors  occurring  often  were 














framework  and  the  original  question  categories.  Each  theme  category  included 
several questions regarding the topic. 
2. After organising  the  relevant answers  into categories, a  first analysis was con‐
ducted by drawing conclusion of the general type of the influence on choice based 
on each theme. The theoretical background was used as aid, not as restriction. 











5.  When  certain  types  were  found  among  respondents,  and  factors  within  one 
interview were  examined,  as well  as  then  comparing  these  types  and  factors  to 
each other amongst all the interviewees, the importance and relationships of the 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the  theoretical  factors/categories were clearly present  in  the choice process, but 
often their relationship was very different to the ones in original framework. Few 
factors  seemed  to be  key  factors  in  the media  choice process,  limiting  the  influ‐





At  this  stage,  the  results were also compared  to  the answers and analysis of  sur‐
veys open question regarding  the media choices.  It  seems that  the survey results 
somewhat support the found types (few different types of individuals whose choi‐
ces and background  is homogenous within  the  type category, but heterogeneous 





































































Case organisation  in this study  is TeliaSonera, a  large telecommunications organisation of‐
fering services  in 20 countries. The research was conducted  in Business Services Finland – 
the  unit  focusing  on  complex  solutions  sold  to  other  companies.  Communication  media 
usage and practices, which is the focus of this study, is mainly primarily the interest of Busi‐














vices  in  Finland  and  Sweden.  In  2009,  turnover  of  TeliaSonera  group was  109 161 million 
SEK  (approx. 11 738 MEUR), and net profit 21 280 million SEK  (approx. 2 288 MEUR). Teli‐
aSonera presents to be a World‐class Service Company, which focus areas are to secure high 





TeliaSonera  took  steps  to  re‐emphasize  its  global  commitment  to  corporate  responsibility 
by introducing a group wide Code of Ethics and Conduct. TeliaSonera depends on the skills, 
 64 
knowledge  and  experience  of  its  employees  to  ensure  continued  success,  and  therefore 
puts  a  lot  of  effort  into  recruitment,  employee  training  and  competence  development. 
Modern  communication  technology  can  offer  environmentally  sound  alternatives  in  the 





“New  technology  provides  opportunities  to manage  and  operate  companies more 















previous years.  It also comes up  from the survey  that  there  is a  lack of  training  regarding 
technology  solutions  and  communication. At  the moment,  it  seems  that  there  is  no  clear 
communication  culture  or  instructions  in  organisation.  It  is  important  that  organisation 
learns how to adopt and use new media in an efficient and organized manner. 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4.2. Interests of Business Services Finland 
 
Business Services Finland unit was in focus in this study. The need for further examination of 
communication and work practices originated  from  the management of Business  Services 
Finland.  The Business  Services  sales  division  is  the  TeliaSonera Group's  common business 
sales  unit.  Business  Services  is  responsible  for marketing  and  sales  of  TeliaSonera’s  basic 




Services  and  products  sold  to  business  customers  consist  of  variety  of  basic  services  like 
network  connections  and  phone  services,  email  servers  and  digital  meeting  services 










alone could  solve  the problem satisfying customer’s needs. Thus, need  for using net‐
works and cooperating with colleagues in daily work is high. 
 
The  present  situation  is  somewhat  challenging.  New  organisation  structure  combined  to 
high employee years and crucial need  for efficient communication  flow and usage of net‐
works poses high need for efficient communication media usage. There  is urgent need for 













Even  though  it  is  recognised,  that with  correct  tools  and  communication  practices  better 
company performance might be achieved, there seems to be lack of unified communication 





Thus,  it  is  clear  that  there  is  room  for  improvements  in Business  Services  communication 
practices. This thesis is part of the research conducted as co‐operative project of three re‐
searchers  aiming  to  understand  the  phenomenon.  Purpose  of  the  whole  project  was  to 






one of  the whole  society.  TeliaSonera  recognises  the need  for  change  and wishes  the  in‐




                                                 




The  first  step  for  analysing  the  factors  influencing  on  employees  communication  media 
choices  is  to  find  out, what media  is  available  in  organisation.  The  list  of  communication 
media used  in TeliaSonera  is presented  in  the  first part of  this  chapter.  The actual media 
usage of the employees is then compared to the list of media available in theory. In the sec‐







5.1. Communication Media in TeliaSonera Business Services Finland 
 
Exploring  the media employees use or don’t use  is  the  first  step to gain  insights of media 
choices; how do individual’s experience the media? In this chapter, the communication me‐
dia available in theory and in practice for TeliaSonera Business Services Finland employees is 

















naire was  sent  to  220  employees,  and  gained  112  participants,  response  rate  thus  being 
51%. Most of the questions were composed as statements with the response possibility at 
Likert Scale, from 1 to 5 (agree‐disagree). Survey also included few open questions. Results 




Figure 7. The means of media usage in Business Services Finland (Likert scale 1 (I use the media very 
seldom ) to 5 (I use the media very often) 
 
Intranet  content was explored and analysed broadly.  It  seems  that  there  is  not one  clear 













List  includes  several  different  software,  tools  and  channels,  but  only  the  ones which  are 
commonly available, and at  least  in moderate usage  in organisation, were  included to  full 
media repertoire list to make the results and analysis clearer. Based on this information, fax, 
letter/memo,  RSS,  Web  and  podcasts,  Social  media,  Blogs  and  virtual  communities  and 
Microsoft OCS  integrator were  excluded  from  this  study  (see  table  5).  Document  sharing 
and work support system would be excluded as well based on these criteria. However, dur‐
ing  the  interviews work  support  systems and document  sharing  seem to come up several 
times.  Thus,  they  are  included  to  full  repertoire,  because  their  exclusion based on expert 
interview, survey and intranet would not be appropriate; it might be possible that the usage 


























very high usage  very high usage  clear policies  included 
Intranet 
 



















































growing usage  ‐  mentioned  excluded 










‐  ‐  instructions  excluded 
Fax 
 
‐  very low usage  mentioned  excluded 
Letter/Memo 
 
‐  very low usage  ‐  excluded 
RSS 
 
moderate usage  ‐  ‐  excluded 
Web‐& Podcasts 
 








not in formal usage  ‐  ‐  excluded 
Table 5. Communication media included to study: comparison of survey results, interviewee responds 


























































































































medium.  The  overall  amount  of media  recognised  to  be  available  in  the  company  varied 
between 4 and 9.  
 
To take the analysis  further,  it  seems that  there  is a difference between media repertoire 
perceived  to be available  in  the  company against  the media  repertoire, which  is used ac‐
tively. Both moderate and most used media is included to actively used media, because it is 







Active  and  perceived media  repertoire  total  numbers  are marked  to  the  table  6.  At  this 
stage,  it  is  very  important  to  note,  that  not  even  one  respondent  included  all  the media 
available in the company (10) to their repertoire. 
 
Next,  the media used by employees  is examined more  in detail based on  intranet  instruc‐
tions, expert interview and interview results. The perceptions of the media, reasons to use it 











also  included  to  everyone’s  actively  used  media  repertoire.  The  expert  interviewee  de‐
scribes  email  to  be  extremely  common  in  use,  there was  also  a mention of management 
pushing employees to use email, and it seems that it is almost a must for employees to use 
it.  Problematic  with  emails  is  long  contact  lists,  which  increase  the  amount  of  received 
emails.  
 




to different  subfolders.  Still, based on  survey  results  (TS 2010), 16% of  respondents men‐











            Interviewee 8 
 
Employees interviewed struggle with large amount of emails every day. Email is experienced 
as a major factor  increasing  information  load. Different techniques for  inbox management 
have been developed amongst employees, for example organising carbon copy emails (cc’s) 








Many  interviewees  admit  turning  the  email  program  off  or  simply  not  checking  it  in  few 
hours, when  they need  to concentrate on other  tasks. Email  is experienced as one of  the 









vices  and  general  information.  In  general  information  section,  information  regarding  Teli‐
aSonera organisation, projects and project management, measurements and reports, poli‐
cies  and  governance,  vision  and  strategy,  branding  as  well  as  corporate  responsibility  is 
available for employees. Employee services includes useful information and tools regarding 






not always obvious which section  includes what  information.  In  the news section, current 












Intranet  is  used  at moderate  level  according  to  survey  (TS2010).  Amongst  the  employees 











in  usage  at  TeliaSonera;  TelePresence  and  Videoconference.  TelePresence  conferencing 
service enables a conference with 30 participants around one virtual table so that in reality 
there  are  6  participants  sitting  in five  separate meeting  rooms.  TelePresence  conferences 
can be  arranged between  five  rooms  in  TeliaSonera.  The  videoconference  equipment  en‐








number  of  locations  has  increased.  However,  the  systems  are  not  fully  utilized  and 
there is plenty of room to increase the usage. Only 32 % of the respondents declared to 
have used the services occasionally (30 % in 2008) and up to 52 % have no experience 
what  so ever of  the  services. However,  there  is a  significant  raise as 70 % of  the  re‐
spondents had not used the services in 2008.”                 (IT user satisfaction survey 2010) 
 
According  to  TS2010 background  survey,  videoconferencing  is  in moderate  usage  in  Busi‐
ness Services Finland unit. Amongst employees interviewed only four uses videoconference 




did  not work),  small  amount  of  videoconference  rooms  (difficulties  in  booking)  or  that  it 
does not  give much extra  value  in  addition  to phone  calls  (one  respondent  claimed  this). 
Difficulties with the system resulted in rejecting the usage of videoconferencing in the case 
of  one  employee. Most  of  the  respondents  seem  to have  somewhat  positive  attitude  to‐
wards  videoconferencing,  and  they  think  that  in  some  cases  it  can  replace  face‐to‐face 









routine meetings. Phone  is  the most used medium after email within  the business unit at 







low level, which  indicates that everyone might use  it, but perceive  it as part of phone use 
/similar to phone calls, and thus don’t mention it as a separate communication channel. 
Phone is perceived as a good medium, when things get too complicated to be dealt with via 
email.  Couple  of  interviewed  employees  elaborate,  “sometimes  the  conversation  just 
doesn’t lead to any resolution, and the phone call has to be done to clarify things”.  Some 
employees  tend  to use email  instead of phone, because phone call  can’t be documented. 
One employee especially seems worried that  the content of conversation can’t be proved 
afterwards, which might indicate low trust in organisation. Perceptions of availability of the 




























Instant Messaging  (IM) was planned  to be  integrates  into TeliaSonera  formal  communica‐
tion tools, but the security risks were too big at the time, explains trainer interviewed. Thus, 
system was  only  integrated  for  internal  usage,  though  now  it  seems  like  no  one  uses  it. 
Trainer interviewee describes the common situation and application useless, though admits 




According  to survey  (TS2010)  IM  is  in moderate usage  in Business Services Finland, at  the 
approximately  same  level  than  videoconferencing.    At  the moment,  only  four  of  the  em‐
ployees interviewed use IM actively or at the moderate level. Active users see it as import‐
ant  tool  in  team  communication,  and  experienced  it  efficient  especially  for  ad  hoc  ques‐
tions. Very few interviewed employees understand the possibility to save conversation his‐
tory with IM. During the interviews, couple of respondents mentioned IM to be very infor‐















terms  (Microsoft).  As  described  in  the  intranet, NetMeeting  should  be  used when having 

























and  four  have  included  it  to  active media  repertoire  (most  used or moderately  used me‐









Few  people  experience  the management  of  folder,  like  granting  access  rights,  so  compli‐
cated,  that  there  is no use  to use document sharing  in all  the work  tasks.   One employee 
interviewed mentioned  the advantage of document sharing  to be  the easily accessible  in‐
formation, which is possible to review according to timeline and history. The responsibilities 
of persons involved are clear, and the latest information is always available. Few users tell 
the  advantage of  document  sharing  to  be minimizing  attachments  sent  via  email,  though 









bility  for  customer  based  information when  the workers  dealing with  project  produce  in‐
formation  for  common  usage.  The  support  requests  from  sales  to  support  personnel  are 
channelled through Tell U, which enables better knowledge management – the issue is sent 
to right person, who really knows about it.  Tell U’s processes can be described as a chain; 
sales  strategy  planning,  prospect  analysis,  offer  preparation,  sales  negotiation  and  finally 
resulting contract.  According to intranet, Tell U is not CRM software, but it acts as an inter‐
mediate  between  people  and  different  applications  replacing  a  bunch  of  formerly  used 









phone  is quicker, which  is often used  instead of  formal work support  system to speed up 







experienced  stressful  by  the person who  should  receive  the  task  via  support  system.  The 
speed (or slowness) seems to be preventing the usage. 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5.2. Factors influencing on media choices in knowledge-work 
 
Based on  the discussion  related  to each  individual media  in organisation as well  as other 
factors  that  came  up  during  the  interviews,  the  factors  influencing  on media  choices  are 
examined  as  guided  by  the  conceptual  framework.  Empirical  data  is  classified  and  cate‐





















even  single  interviewee  listed all  the media, which  in  reality  is  available.   Most of  the  re‐
spondents has mid‐range repertoire, but active repertoires varied a lot. Email, which is the 
most  popular medium,  was  found  from  everyone’s  active  repertoire.  All  the  interviewed 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employees  do  not  actively  use  new  tools,  like  IM or  videoconference,  and  some of  them 
don’t even perceive them to be available. 
 
Based  on  empirical  evidence,  media  repertoire  together  with  organisations  influence 
maybe considered one of the major factors influencing on employees media choices. If me‐
dia  is not actively used,  it  is not actively considered when choosing media for task either. 





Based  on  the  interviews,  it  seems  that  media  capabilities  have  some  impact  on  media 
choice  and  they  are  understood well.  However,  the  influence  does  not  seem  to  be  very 
strong. Capabilities were also misused in some degree, like in the case of email (document‐
ing).  Intranet  instructions  and  the  opinions  of  employees  are  highly  different  from  each 
other. All the respondents understand media capabilities and features in a very similar way. 
(Perceptions  are  well  in  line  with Media  Synchronicity  theory’s  media‐task  descriptions). 






colleague”          Interviewee 8 
 
“When I communicate with colleagues early in the morning, I send an email because I 
don’t want to distract or wake them up.”       Interviewee 0 
 
In  terms of complex  information sharing,  there seems to be some misunderstandings and 
differing preferences, though this might occur because people learn new in a very different 
ways  (e.g.  visual,  verbal…)  People  recognise  the  features  and  capabilities  in  a  clear  con‐
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ployees with high  IT skills  seem to perceive  the repertoire available as wide, even though 
would not be actively using it. 
 
It  seems  that  few  people, who  have  had  some  training  in  organisation  related  to media 
usage,  have  widest  media  repertoire,  both  actively  used  and  the  media  assumed  to  be 
available in organisation. Thus, training seems to have some influence directly on the active 









cessful media/software adoptions  in organisation during  the  recent  years,  and  several  re‐
spondents have mentioned their attitude towards new technologies to be positive, but they 
admit  being  sceptical  towards  adoptions  because  of  past  experiences.  These  past  experi‐
ences might  have  influence  on why  certain media  is  not  adopted  to  active media  reper‐
toires, even though it would be available  in organisation. Several respondents have elabo‐
 85 




vantages, I am not using it then”        Interviewee 3 
 
“Our trainings are too technical or generic, the target audience and purpose should be 
better considered.”          Interviewee 1 




to  be  very  strong. Organisation’s  communication  culture  has  high  impact  on  individual’s 
choices, even though it is not articulated but more so tacit knowledge and habits, which are 
developed over time. As mentioned in earlier chapter regarding media repertoires, it seems 
that  organisation has not  communicated  the media  available  clearly  enough;  thus people 
don’t understand the options available. Thus the media perceived available has mainly de‐
veloped though uncontrolled communication culture and social  influences. Every respond‐
ent  named email  as  the most  used  and popular medium  in  the organisation, which  gives 
signals of existing, common habits. Especially  in  the case of new employee, organisation’s 
influence seems strong. Organisation culture and social  influence are  tightly connected  to 
each other, and can’t be clearly classified into different categories. Perceptions of the popu‐











ents  in general  think,  that  location has no  influence on their choices. The only mentioned 
factor is that they don’t have possibility to use video‐conferencing, when working at home. 
This  factor  is  connected  to  location, but  it  has more  to do with media  repertoire;  limited 









Usability, or  convenience of medium,  influences on media  choices.  It has a big  impact on 
choices, how easy the media is perceive in terms of usage. Own convenience seems to guide 
decisions of many  interviewees, especially  in an environment where  information overload 
and interruptions exists.  
 
“Phone  is  the number one media  for me, writing emails  takes effort so  it  is easier  to 




















Partner  influences on  choices with most people;  partner’s  familiarity makes  it  possible  to 
use leaner media, but almost all the respondents see face2face interaction as a must when 
establishing  relationship.  If  partners’  communication  behaviour  (learned  over  time)  is 
known, it influences on media choices. Especially the expectation of availability seems to be 






























Incoming channel  influences on choices;  it  seems very common,  that people continue the 















to know all  the  information they need. According  to  the  intranet survey, 71 % of  the em‐





















Some of  the employees  filter emails even more roughly; all  the cc’ emails go straight  into 
own folder, and they are necessarily ever red. Problems occur when practices don’t match 
and people send important issues as cc email. Email seems to be a major cause for informa‐


















“People  should be  told  their  job descriptions – everyone has  responsibilities but no 
authority. People avoid making decisions, which is why question is sent to 100 people 
via mail  in hope that some one would take responsibility. Usually no one does, and 














































en  example;  there  once was  a  training  session with  buffet.  Everyone  ate  before  the 
event because they did not know that food was available – even though it was clearly 
















organisation  encounters  difficulties  in  finding  information.  It  is  hard  to  know who  to  ask 
from. Usually the information has to be received from a person instead of formal systems, 






























5.4. Example profiles 
 
When comparing results from the different interviews, there seem to be few different types 


















































Table 7. Different communicator types in TeliaSonera Business Services Finland 
 
The  full  analysis  and  type  tables  can be  found as  an appendix  (appendix 3).  Factors  com‐







sion  of  groups;  it  varies  across  the  groups  and  within  them.  Problems  in  organisational 






task,  they  don’t  use  them accordingly.  Every  interviewee  has mentioned  that  dominating 
communication tool/channel  in organisation  is email, and email can be  found from every‐









It  seems  that evidence  from surveys conducted  in TeliaSonera and hundreds of  small and 
medium sized companies somewhat support these results. When open questions were ana‐
lysed,  four  groups  were  found;  own  convenience  –orientated,  situation‐orientated,  task‐
media  ‐orientated  and  receiver‐orientated  employees.  This  survey‐based  data  and  results 
are going to be presented in the next chapter. 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qualitative  data  findings.  Factors  influencing  on media  choice  was  explored  both  in  Teli‐
aSonera  survey  and  Small‐  and  medium  size  company  survey.  The  challenges  related  to 







communicators  found  during  the  interview  process;  advanced  communicators  and  tradi‐
tional comfort seekers. One end of the continuum seems to be “selfish motives” whereas in 




highlighted  in  TeliaSonera,  when  considering  the  criteria  for  media  choises.  In  the  other 
organisations, need to document is much lower. 
 
One of  the open questions  in  the survey asked employees to describe how they choose a 
communication tool for certain task. Questionnaire was sent to 220 employees in TeliaSon‐
era, and 69 answers were gathered for the question, response rate being 31%. To support 
the  result,  the  similar  analysis was  conducted  to  the  results  from Small  and medium  size 

















Table 8. Choice Criteria counted from TS and SMe surveys 
 
Speed was mentioned most often at TS (31). Task and situation was mentioned most often 
at Small and medium size companies  (168). The main  factors  influencing on media choice 
were very similar in both surveys. Speed and situational factors are in top three in both sur‐
veys.  Interesting is, that when the numbers of different criteria are compared to most used 
criterion,  documentation  seems  to  be on much higher  level  on  TeliaSonera  than  at  Small 
and Medium size companies. (11 vs 31  in TS, 15 vs 168 in SMEs). The high need for docu‐




In  the  choice  criteria presented above,  the principle was  that one  respondent mentioned 
multiple different criteria. At  the next step of analysis, based on  factors presented above, 
























































































Table 9. Different types of communicators at TeliaSonera Business Services Finland: survey results 
 
In addition, a small group of respondents falls in between the categories and doesn’t profile 





in  other  companies.  Though,  this  analysis  does  not  provide  specific  understanding  of  the 
respondents’ media  choices, because  the data and analysis  is  constructed on  the basis of 
short open questionnaires in the internet survey. The sample size is also relatively small in 
the  open  question, which  raises  the  question  if  non‐sampling  error  emerging; would  the 



















   Receiver  Media‐task  Situation  Own motives 
SME  12  75  92  54 
SME  %  3,6 %  22,7 %  27,8 %  16,3 % 
TS   5  16  18  10 
TS  %  7,2 %  23,2 %  26,1 %  14,5 % 
Figure 8. Sent and received emails daily in Business Services Finland 
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Further, based on survey data a cluster analysis was conducted to clarify the problems ex‐










cators  in  risk,  (3)  Sufferers,  (4)  Adapters  and  (5)  Efficient  communicators.  The  number  of 
employees  belonging  to  each  cluster  was  divided  somewhat  evenly  across  the  clusters 
(table 11). Clusters indicate different profiles amongst employees; perceptions of work and 
communication related problems are different between the clusters. There might be several 
reasons behind  the different  viewpoints, which  cannot be articulated  in  the  scope of  this 
study.  However,  the  profiles  and  experienced  problems  support  the  challenges  identified 
based on the interview data analysis.  
 
 Cluster Summary  















1: Successful communicators 26 0.7213 3.4976   5 2.2678 
2: Communicators in risk 30 0.7499 3.0464   3 2.1434 
3: Sufferers 23 0.6356 3.0288   2 2.1434 
4: Adapters 13 0.6730 3.1142   2 2.4535 
5: Efficient communicators 21 0.6738 3.1869   1 2.2678 
Table 11. Cluster summary 
 101 
The first group, Successful communicators, are in top two groups based on every question, 






The third group, Sufferers,  is  the exact opposite  for  the  first group based on almost every 
question result. This group clearly has problems with coping with everyday work and com‐














trying  to get  in  touch with and acquire  the  information  they need. They don’t experience 
communication as challenging, and even though they experience  interruptions,  they don’t 
consider  them distracting. The constant  interruptions are  the  factor  separating  this group 


























ness  Services  Finland employees, media  capabilities  are described  in  line with  capabilities 
presented in Media Synchronicity Theory (Dennis et a. 2008).  However, the actual choices 
made are often very different. In the everyday situations media is chosen based on variety 
of  factors,  like  situational  constraints  (task,  partner,  incoming medium)  but most  import‐
antly, to be able to make these choices between mediums,  individual must have accepted 
the media to personal, active media repertoire. This media repertoire resulting from several 




Watson‐Manheim  &  Belanger  (2007)  suggest  that  organizational  members  select  a  com‐
munication medium  from  their  communication media  repertoire  in  interactions  with  col‐
leagues. The existing repertoire of practices provides a frame through which usage decisions 
are made (Watson‐Manheim & Belanger; Orlikowski and Yates 1994). The results from the 
empirical  analysis  indicate  the  same  kind of  phenomena. However,  in  this  study  it  seems 
that  in  addition  to  socially  emerged  structures, media  repertoires  are  also  influenced  by 
other factors  like  individual’s  IT skills, attitudes, training and past experiences.  In addition, 
repertoires were classified into two categories; active media repertoires (the media which is 
actively considered when choice is made) and perceived repertoires (individual knows that 
the media  is available, but does not use  it  for  some reason).  The major effect behind  the 
choice is also the one of perceived media repertoires; which media is seen as available and 








In  conceptual  framework,  organisational  influence  (institutional  condition),  as well  as  ap‐
propriation  factors  and media  repertoires were  expected  to  be  equal  factors  included  to 




media,  but  organisational  factors, media  repertoires;  appropriation  factors  and  individual 
factors pose restrictions to choice. These factors seem to have much stronger influence on 









































Employees  in  case  organisation  tend  to  continue  the  communication  via  same  channel 
where they originally received the message. This finding, indicating the low mindful thinking 













some degree,  though also  some new challenges emerged. Constant  interruptions and  in‐
formation overload were challenges experienced  in knowledge work  in case organisation, 
like was anticipated in conceptual framework. However, based on empirical evidence inter‐


















experienced  problem  amongst  the  interviewed  employees.  The  survey  data  supports  the 
finding; 71% does not have  time  to get  to know the  information  they  receive  thoroughly. 
Especially filtering relevant information is experienced challenging, and sometimes, import‐
ant information is missed. Finding is consistent with previous theories; as Whittaker (2005) 
suggests,  employees  have  difficulties  in  organizing  and managing  their  email  data. When 
processing information, only a minimal amount of information may be attended to (Langer, 






media  provides  an  option  to  close  tasks  while  not  interrupting  recipient  (Straub  & 
Karahanna, 1998). Increased email load may occur because of task closure attempts, which 
might  accelerate  due  to  information  overload  in  knowledge‐work  environment.  Based  on 
empirical  evidence  it  cannot  be  stated  that  task  closure  attempts would directly  increase 
information  overload.  Though,  they  might  increase  interruptions  when  employees  check 














cing on  individual’s media  choices have been  altered.  Similarly,  the  framework describing 
the challenges needed to be revised as well. Based on empirical findings, individual’s media 

























Robert  and Dennis  (2005)  suggest,  that  in  circumstances where  individuals  are  not moti‐
vated or  do not  have  the  ability  to  process  information,  they will  not  allocate  processing 
effort toward a received message and will not fully integrate the information with their pre‐




information  processing  seems  to  be  evident  in  situations  where  information  overload  is 
present. Also, based on the  fact  that employees don’t always choose the media based on 
theoretical efficiency, it can be stated that processing ability and motivation are not always 































6.2. Factors hindering efficient media usage 
 
As stated  in previous chapter,  it seems that  individuals  in case organisation do not always 
choose media  in  an  efficient manner.  Other  factors  than  theoretical  communication  per‐
formance, like media repertoires and organisational influence amongst others seem to have 
a strong impact on choices. Even though employees understand the capabilities and advan‐















































































Table 12. Factors hindering efficient communication media usage 
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Factors are classified to generic categories to clarify the relationships; individual’s attitudes, 
motives  and  background;  organisational  coordination  and  management  and  finally  situ‐
ational factors. All the factors presented in the table have restricting effect on efficient me‐
dia  usage  and  communication  as  stand‐alone  factors  but  also  has  complex  relationships 
with other factors. Media capabilities and characteristics are not classified as factors hinder‐
ing efficient communication; more so, usability and capability of the media are perceptions 












Firstly, Organisation’s  communication culture  has high  impact on  individual’s  choices.  Em‐
ployees  mainly  use  the  media  what  others  use  as  well.  The  influence  of  organizational 
norms  on  communications  media  use  has  been  demonstrated  in  multiple  studies  (Fulk, 
1993; Markus, 1994; Watson‐Manheim & Belanger, 2007; Yates & Orlikowski, 1992).  Estab‐
lished  communication  practices  structure  community’s  members  actions;  members  also 
reinforce the practices (Orlikowski add Yates (1994). Thus, it seems that organisation culture 
and  established  communication  habits  have  significant  influence  on  individual’s  media 
usage, and thus hinder efficient communication in case organisation.  
 
Matrix  organisation  structure  poses  problems  in  terms  of  communication;  almost  all  re‐












If knowledge management  is not strategic and efficient  in organisation,  it has negative  in‐
fluence  on  communication  and  information  flow  amongst  others.  High  usage  of  personal 
networks  has  connection  to  availability  problems;  personal  email  archiving  increases  the 
need to ask about the  issue from a colleague, when  information  is not available from for‐
mal,  commonly  used  sources.  This might  lead  into  availability  problems.  Usage  of  formal 
information management systems is low, which is also due to the perceptions of slowness. 
High usage of personal networks  is  confusing  for new employees, and  increases  the mes‐
sage load. Personal archiving is inefficient knowledge management (Kaario & Peltola, 2008; 
Otala & Pöysti, 2008). It  is surprising that employees don’t always use the formal informa‐







training,  it  is  alarming  that  majority  of  interviewees  haven’t  received  training  regarding 
communication  media  usage.  Training  seems  to  have  impact  on  perceived  media  reper‐
toires in organisation. It has been suggested that familiarity with and training on the use of 
the media can increase the likelihood that the media will be appropriated faithfully (Dennis 
et al. 2001; DeSanctis and Poole 1994).   As Dennis et al.  (2001) posit  it  is expected that a 





literature  review  and  conceptual  framework,  however,  seems  that  it  is worthwhile  to  in‐
clude  it  to examination. Facilitating conditions defined  in UTAUT  influence on adoption as 
well; they are defined as a degree to which an individual believes that an organisational and 
technical  infrastructure  exists  to  support  the  use  of  the  system, which  includes  guidance 
and instructions available (Venkatesh et al. 2003). Based on empirical evidence, trainings in 
TeliaSonera are either too technical, or there is none. Thus the lack of training in organisa‐
tion and well  organised  implementation processes may pose  significant  barriers  hindering 










aSonera has not  succeeded  in communicating  the media options available  for employees.  


















of  usability  have  been  proven  to  influence  on  technology  usage  significantly.  Davis  1989 
suggests that perceived usefulness is a strong correlate of user acceptance and should not 







dia usage and  thus efficient  communication  in  case organisation. To demonstrate  the  sig‐
nificance of the finding,  it has to be noted that also Dennis et al. (2008) have posited that 
media appropriation is influenced by positive past experienced. As mentioned when discuss‐







is  often  based  on members'  communicative  experiences  and  genre  knowledge  gained  in 
other communities (Orlikowsi & Yates 1994; Watson‐Manheim & Belanger, 2007). The role 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of  negative  experiences  should  also  be  carefully  considered;  past  negative  experiences 
















dia  Synchronicity  Theory  (Dennis  et  al.  2008)  complex  information  should be  shared with 
asynchronised medium,  like email or document  sharing, which gives  the  receiver  the best 
possibilities for information sharing. However, during the interviews, getting to know com‐





















cient  usage  of  alternative media.  According  to  Dennis  et  al.  (2008),  email  provides  good 
possibilities for reprocessability, and these capabilities are very well recognised in TeliaSon‐
era.  Though,  need  for  documenting  seems  to  be  overly  emphasised  in  organisation,  and 
unfortunately email is seen as a good way to do this. People seem to have high need to re‐
tain  “proofs”  from  certain  acts,  but  they  don’t  recognise  the  low  efficiency  of  email  for 
documenting,  especially  from  the  viewpoint  of  whole  organisations  knowledge  manage‐
ment.  Need  to  use  email  as  proof  has  been  suggested  also  in  previous  studies;  Kimble, 
Hildreth,  and  Grimshaw  (1998)  found  that  some managers  were  overloaded  with  emails 
















ational  factors  can  be  considered  constraints  to  efficient media  usage  and  organisational 
communication.  In  this  study,  situational  factors  found hindering efficient  communication 




temporary  and  dynamic  status.  This  is  interesting  because  in  previous  media  literature, 
availability  is defined as a  temporal status, and not so much related to  familiarity of part‐










niques”  to  survive  from  information  overload  and  interruptions.  Based  on  empirical  evi‐
dence,  individuals tend to turn of certain devices for a period of time when concentrating 
on other tasks. This is consistent with previous findings; Jackson et al. (2001) suggest that it 
is  possible  for  employees  to  become more  efficient  if  they  change  the  duration  in which 





Urgency  in some cases hinders  the usage of work support systems, because  they are per‐
ceived as slow, and emphasises the usage of speedy medium like phone. Few interviewees 




pact of  incoming channel; email usage  is overly emphasized  in organisation, and habits of 





that  they don’t  have  time  to  go  through  the  information  they  receive.  The  issue of  using 
carbon copy email  field  in a wrong manner causes problems at many  levels.  Important  in‐
formation can be missed because emails are poorly targeted. Cc’ mails increase information 
overload. The fact that people simply don’t have time to go through the information influ‐
ences  on  communication  efficiency.  Information  overload  also  has  strong  connection  to 
media  repertoire  and which media  is  used  actively;  some media has possibility  to  reduce 
overload (work support systems, IM).  
 














influencing  individual‐related and organisational  level  factors,  and  thus  impacting on  situ‐
ational constraints and evolving challenges. The management should pay more attention to 
the organisations  communication culture,  and aim  to  control emerging habits and norms. 
Training employees is very important to ensure a sufficient level of IT skills. IT implementa‐
tions  have  a  very  central  role  as well;  adoption  process  should  be  carefully  planned  and 




From  the organisations perspective,  it might be difficult  to  influence on  situational  condi‐
tions,  like  availability. However,  if  practices  for media  usage were unified,  the  availability 
expectation should be more positive. Other situational constraints like familiarity of partner 
and urgency of the task maybe not be influenced by organisation. Though, issues related to 











tion  really  can’t  be  acquired  from  document  sharing,  then  adopting  new  media  like  IM 






















low usage  Perceived as  inefficient  and  confusing,  advantages not 
clear 
Table 13. Media with low usage rates and reasons listed 
 
 
Generating the common rules  for media usage  is  important, so that every employee does 
not practice their own coping technique and use of devices without clear common practices. 
It  should also be  remembered,  that  face‐to‐face  interaction  is not  always  the only option 
even  for  complex  problem  solving;  by  ensuring  the  skills  of  employees  and  availability  of 
video conferencing services, this alternative could be used more. It is vital, that employees 
















Secondly,  the  different  types  of  communicators  (profiles)  in  the  organisation  should  be 






proceed with cross  tabulations  for  the clusters, based on other  factors  like work position, 
due  to  small  sample  size.  However,  when  tested,  it  seemed  that  the  fact  that  individual 




Thirdly, main  empirical  evidence was  collected  in  the  form of  semi‐structured  interviews, 
thus  the  possibility  of  bias  has  to  be  taken  into  consideration.  There  is  also  possibility  of 
sampling error; the employees interviewed may not represent the population perfectly. Due 
to budget limitations it was not possible to interview employees from other office locations. 




In addition,  in the scope of  the study, new media  like wikis and blogs could not be exam‐
ined, which  limits  the  comprehensive understanding of media  selections and communica‐
tion  efficiency.  In  TeliaSonera,  these media were  not  used  extensively,  and  consequently 
these should be examined in other organisations. After all, it is possible that some organisa‐
tion  use  new media  extensively.  The  age  and work  years  of  TeliaSonera  employees were 
high,  which  might  pose  restrictions  on  new  media  usage  and  strengthen  the  developed 


















yet  to be achieved  (Pohjola 2008).  Especially  in  knowledge‐work    ICT  could  really provide 
advantages  (Watson‐Manheim  &  Belanger,  2007).  However,  if  managed  poorly,  in  some 
cases  it could make the situation worse. Email, amongst others, has possibility to  increase 









cording to the purpose.  It seems possible that  in addition to the case organisation, the  is‐
sues might be present in other Finnish companies as well. This study aimed to clearly iden‐
tify the factors, which hinder the efficient communication in organisation; the factors found 
in  case  organisation  were  classified  into  individual’s  attitudes,  motives  and  background; 
organisational coordination and management; and finally situational factors.  
 
Examining and concentrating on  the  individual‐ and organisation‐related  factors could  im‐
prove communication in organisation. It may not be always possible to impact on situational 
factors,  though these  factors can possibly be altered via organisational and  individual  fac‐


































































































































































































































































































































































































Appendix 2: Interview question categorized according to theories (basis 





















































































































































• Respondent  8  is  highly  orientated  to  documenting  purposes,  which  em‐
phasizes email usage in the media repertoire. 






























• Media  options  and  capabilities  are  perceived  very  well,  but  lack  culture, 

















































































































• Only  interviewee,  who  has  worked  in  the  organisation  only  a  short  time, 
compared to everyone else who have been working over 10 years. 
• Does not feel busy, or have trouble in getting to know information flow 




























































































































































Cluster I get the 
information 












































ing my daily 
work 
Communication 
media has a high 
impact on mean-
ingfulness of my 
work 
1 4.0388 4.07692 2.50000 2.84615 1.84615 2.03846 2.68000 2.15384 4.46153 
2 2.6333 2.93333 3.50000 4.37931 2.48275 3.03333 3.83333 3.96666 4.53333 
3 2.7395 1.91304 3.52173 4.78260 3.69565 4.08695 4.52173 4.47826 4.78260 
4 4.0769 4.23076 3.23076 4.46153 3.38461 4.00000 4.38461 4.30769 4.46153 
5 4.1904 3.61904 2.19047 4.14285 2.28571 2.19047 3.76190 3.42857 4.80952 
 
